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Ferrosan at a Glance: Consumer Health 4-3-2 Profile and 
Medical Devices Business



Consumer health

Strong trustworthy brands with unique positions 
and features

CONSUMER HEALTH



Attractive Nordic Business with Strong Russian and Eastern 
European Presence

Geographic Sales Breakdown (CH)  Key Geographic Mark ets (CH) 

Russia
28%

Ukraine
4%

Poland
3%

Turkey
2% Other

14%

  
 

Finland
17%

Norway
11%

Sweden
10%

Denmark
11%

4%

Total CH 2010E Sales: DKK 1,074m



Balance of power 
is shifting...

...Brand building 
suffers...

Top 5 retailers(1)Worldwide sales (BUSD)
Total trade 
spending(3)

Index (1995 = 100) 

Total brand spending by type 
in Western Europe

...Complexity management 
part of the answer

Complexity management and 
focus

• Eliminating weak positions
• Exploiting common platforms
• Embracing complexity

General cost reduction
• Operational excellence

Leading FMCG companies have responded to market preassurethrough
complexity management initiatives

Top 5 FMCG producers(2) Total advertising spending(4)

• Operational excellence
• Realizing group synergy (SG&A)

Evolving the business model
• Direct vs. indirect distribution
• Customer segmentation 

Return on innovation and 
marketing investment

• Business systems to exploit 
value-added opportunities

• Speed and agility as 
competitive differentiation



Why is it crucial for Ferrosan to manage complexity

To ensure that complexity is integrated when necessary and in an intelligent 
manner

To ensure that the portfolio is evaluated in a structured process

To ensure that launches of products are proper evaluated before central 
resources are activated

To ensure that launches are regularly evaluated and corrective actions are 
implemented in case it’s needed

To ensure that all energy and focus are on the right productsTo ensure that all energy and focus are on the right products

To minimize scrap

To secure a proper planning and prioritization

To secure an efficient organisation working with product launches, maintenance 
and changes



Finding the sweet-spot between simplification and proliferation will become more and 
more important with increasing pressure on costs, sales price and volume

• Reduce change-over time 
through less differentiation 
and more subassemblies

• Outsource complex SKU’s

• Reduce number of SKU’s 

• New Technologies

• Mass customization

• Competitive advantage 
through packaging 
solutions and innovations

Simplification Proliferation

Cross functional packaging teams to 
ensure overview of full product and 
value flow

Evaluate all SKU’s on commercial 
aspects, total cost, as well as complexity

Means to find sweet-spot

• Simplify packaging

• Reduce time-to-market

• More short-term 
packaging i.e. 
promotional, for events 
etc.

• Expand the market by 
exploring new 
customer/consumer needs

Remove features which are not adding 
value to customer/consumer

Standardise and harmonise on features 
which are less obvious to 
consumers/customers

Increase standardisation and aim for late 
proliferation



Eliminate or embrace are two mutually supportive ap proaches



Brand value proposition should be set parametres for the strategy and 
“degree of freedom”



Complexity management

Complexity Management
Project lead MiSi

Portfolio mng
Project lead MISI/LODA

Master Data
Project Lead ERV

Compl tool & model
Project Lead ANDG

Golden Rules
Project Lead /MISI

Workshops
Project Lead ANDG

Definition of NPD

Define process

Define organization

Define roles & 
responsibilities

Versions styring

C & H

Phase In/Out

Build model 

Build tool

Volume

Netsales

MC1

Complexity

KPI’s

Initiatives

Business cases

Implementation

SKU group
Project Lead MISI

Define organization

Define process

Define roles & 
responsibilities

KPI’s

Phase 1 Phase 2 Phase 3



Targets & deliverables

1. Definition of types of changes/roll-outs etc

2. Detailed process description per type (SOP’s, 

templates and flowcharts) 

3. Clear organizational mandate including roles and 

responsibilities 

4. Training workshops for all relevant employees

1. Reduce low-performing sku’s by 50% (low-

performing = not in compliance with Golden 

Rules)

2. Reduce packaging scrap by 50%

3. Reduce Supply Chain scrap (bulk, finished 

goods and pack material) by 50%

4. Reduce packaging material cost by 5% (2008 

- Deliverables - - Targets -

5. New C & H database

6. A complexity model

7. A dynamic complexity tool covering all FE SLD 

sku’s

8. Documented Golden Rules and thresholds

9. Business cases on workshop initiatives

10. SKU Group and Process documented & 

implemented

4. Reduce packaging material cost by 5% (2008 

cost base)

5. Reduce data-errors by 70% (measured 

through C&H database)

6. Reduce no of SKU’s by 10%

7. All new SKU’s will be evaluated by either 

gate- or mini gate committee

8. Post evaluation on all business cases after 1, 

2 and 3 years



Packaging

Definition of NDP and associated process

New format New print
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Process for new sku’s and phasing sku’s out

Create a 
miniplan

Calculate complexity 
score, cogs, and prod 

location

Initiate PI
Consolidate and 
approve/reject 

plan

Originator Mini Plan Committee Complexity Manager Initiator

New SKU’s

RA: update  possible 
launch date

Approve/reject 
from a brand 
perspective

Brand Manager

Phase out

Develop draft  
based on Golden 

rules

Approve/ 
decline 
case

Initiate 
Phase out

Consolidate cases which 
sku’s are recommended 

to prune

Complexity Manager Mini Plan Group & relevant BU Sales backoffice

Evaluate 
opportunities

Complexity Manager



Complexity model

Score = MC1 ratio score + volume score + complexity score

MC1 Ratio Gross profit ratio – takes into account that an expensive (complex) 
product is valid as long as we have a high netsales 

Volume score Based on the assumption that a small volumes (on FIN) are complex 
(inefficient)
On bulk level both no of tablets + batch frequency are evaluated

Each finished good sku gets a score based on 3 different parameters

Complexity score Captures the indirect cost on a given SKU across the organization. 

The model will never be able to give a 100 % truthful picture, but it is a valid 
indication on the complexity a given product is generating !!

Production

Packaging

Planning

QC/RA

Sales & 
Marketing

machine tool

Logistic

scrap

tool scrap

Lead
time RAW

Lead
time pack

3rd 
party

Order
size

customer

class Q-rate

X-tra score



Golden rules

When is an SKU performing?

Higher demand on the most complex SKU’s
Higher demand on drug than Food and Other
Higher demand on launches which requires new or adjusted bulks

The average (and median) score for the whole Ferrosan portfolio is 60 
Thresholds focuses on gross profit
An EBITDA of 100.000 DKK per finished goods sku is minimum qualifierAn EBITDA of 100.000 DKK per finished goods sku is minimum qualifier

Different gross profit threshold depending on 

Complexity score
Food or drug
Production location
Existing, adjusted or new bulk



Complexity score calculators for miniplans

Quick score guide for commercial org

Detailed complexity score calculator 



Miniplan exampel from notes database



Miniplan business case exampel from notes database


